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BITWESS REPORTING DY CIA 


This is @ historical summary of the developuont of the fitness reporting 
sytem in the Agency. Attachment 1 is a chart which briefly describes the 
various fitness report forms which heve been used or considered. Decisions 
end statemonts made by the Career Council in the develoyment of a fitness 
reporting syctem are briefly summarized below. 


I. FITNE8S REPORTING 19! 


1. Civil Service Form 51, "Report of Efficiency Rating", was used 
to evaluate Heedquarters personnel. 


2.- Agoncy Form 51-53, "Status and Efficiency Report", wos used to 
evaluate field personnel = this form actuslly used in many areas 
overseas util Dec 1954. ; 

It was felt that there wms a need for more unifomity in Agency policy and 
procedures in evaluating personnel. 


TI. FOTVESS REPORTING i952 - 1902 
1. Agency Form No. 37-151, "Personnel Evaluation Report" 


a. ‘The Personnel Evaluation Report wag adopted as the Arency*® 
repost for ii 25’) 
i Auguat 1952). our Personnel Evaluation Report’ wes an 
instructional guide in the use of the Personnel Evaluation 
Report which was isaued jointly by the Office of Training 


end the Personnel Office, 


De The Personnel Eveluotion Report was “established as ea 
principal means of developing the mst satisfactory working 
relationship between each individual and-his supervisor." 
This evaluntion wag In terms of the requirements of indi- 
vidual's current position and his potential for long-service 
with the Agency. It was not a performance or en efficiency 
rating in the sense that the individual was to be 
with othera on the basia of a predetermined adjectival ox 
mumerical scale. 


Ge On 13 May 1954 the Carcer Service Board decided to abolish 
the PER and use a new fitness report. 


2. Agency Form No 37-189, "Coxrcor Selection Report" 


The Cexrcer Selection Report (Form No 37189 dated 1 March 1954) 
was developed by a Task Force, appolnted by Career Scrvice Board. 
* The FER wos placed into ectuol effect in headquarters in November 1952 but. wane 
not approved by Chief, Admin Staff, DD/P for oversens use till sumer of 1954. 


BaeEaCoR-E~T 
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& It wos designed to provide the Carcer Selection Doarnd with 
& speclolized rating report to be used when considering 
individuals fox membership in the CIA Career Starr, 


De The report wns to be applied only to enployees during their 
Provisional perlod, would not be show to the individual 
. Fated, to ba used centrally by a few high-level persons, and 
to be carefully controlled. 


Agency Form No 37-18), “Fitnese Report” dated 1 May 1954 


& Agency Form Do 37-183 was revised and entitled Fitness Report. 
Section IEL wos added. In this section the supervisor certified 
ho had discussed with the individual his performince and indte 
cated whether or not he had shown the report to the individual 
ratode 


be On 13 May 1954 the Carver Service Board declded that the Form 
Noe 37-10) “Fitness Report" (1) showld be used for a multi city 
of purposes; (2) applied to every individual in Agency; (3) used 
by local ns woll os Headquarters personnel officers 3 and (4) 
ahom to the employee at the oytion of the individual surervisor. 


Cs ae dated 21 Sept. 195), stated policies and 
ccaurves for preparation of Form No. 37#109. This form was 
wdesignated Form Ko. 45 on 1 January 1955.6 


Agency Form Noe 45, Fitness Report (Part 1) Performance and Part II 
Potential Oo 


& Rescarch on fitness reporting by the A end E Steff was conducted 
ot the direction of Council from June 1954 to Sept 1955. 


be A twoepart form was developed. The Fitness Report Questionnaire 
was gent out to about 1,500 persons in the Agency on 1 January 
1955. The Council discussed at its meeting on 24 Feb 1955 the 


results of questionnnixre (approximately 700 completed ag of date 
of meeting). 


Ge At its meeting on 13 duly 1955, the Council appoin X1A9a 
F consisting of Messrs. and 
to confer with Chief, HS) ° ollowing subjects 
were discussed by Council: 
(1) Use of memorandum for supexgrades. 
(2) Short fom for reassignment end special reports. 
«2 = 
SaLeCoRa Ent] 
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(3) Greater emphasis on perfomunece and less on intangible 
personality evaluation. 


Qa. Caxeer Council Meeting on 15 Sopt . 1955 


(2) The proposed new Fitness Report Fora 45 (Part I and 

Part II) wos presented to Council by Task Force. The 
only controversial matter was whether or not the Fitness 
Report should be shown te the employee being evaluated. 

= It wos agreed thet experience hal shown that an Agency= 
wide policy on thia matters wos necessary. 1A9a 
reviewed the clreustances under which it might be 

unwise, operationally, for a supervisor to show a Fltnesa 

Report to the person being evaluated, especially in an 
oversens situation. It was recornized, hovever, that 
since the fil of 1952 it has becn mondatory for the 
supervisor to discuss the evelustion wlth the subject. 
it was recormended and approved that the word “optional” 
be deleted from the instructions in Part I « Performance, 
ond that "It is the policy of the Agency to show" be 
inserted. The instructions in Part II « Potentiol renin 
the seme; this part of the Fitnoss Report would never be 
showne In isolated instsences, where cireunstances extst 
which mike it improcticnl operationally or otherwise to 
show the first part of the Fitness Report to the employee, 
the supervisor ia required to so state; however, when the 
circuustences are altered, the report must then be shown 


to the employee, 


@. The publication of Form No. 45 (Poxt I and Port II) wos held up 
until a question raised by the Director could be resolved. The 
Director asked if the new Fitness Report could be modified to 

include the question, "ling the need for the Job which this 
enployee has been performing changed during the period under 
review?" A momorandua was forvearded to members of Career 
Cyuncil on 26 Ochober 1955 requesting ccament concerning the 
sdvisability of including this question in Fltness Report. It 
was decided that it wos not appropriate to require o super~ 
vinor to cormait himself on the necd for a particular job in his 
unit without consultation with his chain of command or with 
technical management and support personnel, 


f. Careor Council Meeting on 15 Dee 1955 
(2) presented scheme for launching new Fitness 


25X1A9a port = a briefing for sentor exscutives and ti 
sessions for senior administrative end personnel officers. 


- 3 - 
So Eo Ge Role PT 
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coin Set goes 
not to use separc ers 


(3). Fitness Report to be prepared in triplicate: one copy 
filed in the Official Personnel Folder, one copy for 
Career LDoord, and one copy fox action and research. 


(4) Sole of reviewing officiel was discussed. The Council 

decided it was Luproper to require a rating official to 
change a repoxt. If rmting official consistently overe 
yated, underrated, or rated carelessly subordinates, he 
should be cvalusted accordingly. 


25X1A (5) Agreed that a memorandum of evoluation could be prepared 
in liew of Fitness Report for supergradesa. 


Iii. 


i. Career Cowmcll Meeting - 17 May 1956 


fhe Council discusced the establishnent of a “Watch List" « based 
- on ratings on Titness Reports. They diacussed the use of tem 
“modioerLty” and it was epreed that this term wos eubject to milage 
; interpretations. Yhe tems “marginal,” "unsatisfactory," “inadequate,” 

- "incompetent," otc.e, ate alco vague. The Council recommended that 
exiteria be developed to immlenent a statement such as the following: 
"Delow CIA standards for the grade, for the following reasons." It 
aleo egreed thet proper supervision and adequate documentation of 
substondard performance in earlier stages were essential to the 
effective separation of substandard employees. 


2 Career Council Mecting 20 January 1957 


&e Chief, A and E presented proposed revisions in Fitness Report 
Form 45 (Part I and Part If). Council approved: 


(1) Complete revision of section dealing with supervisory 


* 


(2) Research to be continued t111 Sept 1957 with view to 
presenting to Council comprehensive atudy of fitness 
xeporting system. 

(3) Changes in fona: 


Sn Be Oo E-T 
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{a} Ada Personnel sertal No. 
(>) Ada "Number of months under my supervision" 


(c) Revision of statencats made by reviewing offictal 
with vlew toward maling his role more Bpeclfic.s. 


(a) Modification of Part Ip « Suitability for Current 


(e) overall revision of method by vbich supervisor 
evaluates supervisory potential, 


25X1A9a ke ; 
be TE oseces0a, (1) Moking a nerrative eveluation 
Mioraniui) when evaluating senior pergons down to 0312 or 


G3~13 level, (2) Reducing the nunber of sltematives in rating 
since it is atffieult to interpret. the Slight shades of neaning 
thot Individual supervisors attach to multiple statements, and 
(3) A simplified fitness report forme 


25X1A9a Ge sgested requiring supervisors to take a short 
v On how to prepare a Fitness Report "that 


nobody be pLiovwed ne until he had done this.” 
25X1A9a . agreed. Mx, Kirkpatrick suggested 
ng clale can go back and make sure that super. 


re 
Visors know harto do it (prepare form)" and also suggested that 
fituesa reporting be included in asic Management Course. 


@. Council egreed thet Task Force vould revise Form 45 (Part I and 
Part If) tn accordence with changes proposed and conduct a pilot 
Yun with 30 people, tea selectod yersond from DDI, DDS, and DDP, 


25X1A9q.—s«o3®—ts«éPLO Tun was conucted. Mec: menbers of Task Force 
~ developed a new Fitness Repore forme<ong page evaluation and one 


page of directions. This was presented to the Council on 
17 Pec 1953. (new features of system and form deseribed in 
Iv below). 


Ployce and not showing Part ii wos a source of constant trouble = many 
Supervisers opposed this policy and did show Part II to the c 
vated. It was the consensus of numerous operating ond adainlstrative 


or those individuals who have leadership, force, and high potential for 
grovth. : 


=~5e 


Approved For Release 2001/07/12 “CHR #15##2%0357R000600140025-8 


Approved For Release 20Qj/07/12 : a ee 
E 


potte 


IV. FITNESS REPORTING JAN 2 to 1961 
le Career Council Mecting 17 Jonuary 19598 
a The new form presented 


= (1) Was conteined in one page end places emphasis on the 
evaluation of the employee's performance in bis current 
position. 


(2) Ruphasized narrative evaluation to add information and 
justify reloetively high or low ratings - potential may 
be described. . 


(3) Innovated new systen for submission of annual reports - 
a fixed schedule, based on grade levels, of due dates 
for annual reports. 


(4) Cextification by employee rated that he bas scen the 
report. 


(5) Specific evaluation statement to be made by reviewing 
official. 


(6) Eveluation in memorandum form may be substituted for 
Form No 45 for employees in Grades G3-14 end above. 


be. Mr. Kirkpatrick atated that the Director asked: “Is anything 
being done about going beck to the supervisor afterwards | 
(speoking of employees to be separated) and finding out why 
he gave them good Fitness Reports?" The Director stated 
supervisors must mork the Fitness Reports accurately and 
fairly, even though they may be critical. 


25X1A9a @. Questions arose reg cr ue of having seven ratings 
; on specific duties. hought the scale of seven 

25X1A9a wan an invitation to Lone so ween oss AES 
people tend to be less discriminating 0. - , scale 


than on a seven. The use of rating 7 in Section B "excels 
anyone I mow . « »” was questioned. 


&. ‘The Council approved the proposed om. oe’ 
that it wos planned to introduce the fo: in 
a few restricted arcas, to check instructions. If any major 
changes vere made, the Council would be consulted. 


= 6 = 
SuEoCoReieT 


Approved For Release 2001/07/12 : CIA-RDP82-00357R000600140025-8 


: - - 4Q025-8 
_ Approved For Release 20007112 : CIA lie ee Qogs 


2. ‘The proposed Fitness Report, Form 45 (8053) wos sent to 70 
selected supervisors for review ond coment on 14 April 1958. 


& These supervisors were requested to prepare Fitness Reports 
on two employeos at different grade levels and complete oan 
attached questionnaire. It was the consensus of supervisors 
who participated (approximately 55) thet the new form was 
& great improvement over previous forms, 


. 363% , 


(1) Some editorial and format changes 


(2) Section B ~ lvalustion of Perfernsance of Specific 
Dutica « Listed adjective ratings (unsatisfactory, 
- barely adequate, ece ble, competent, excellent, 
superior, outstanding) rather than statements 
“Performs this duty in monnez." 


(3) Section ¢ = Evaluntion of Overall. Performance 


(a) Six statenents relating performance to requircnents 
rather than the five adjective ratings (unsatisfactory, 
barely adequate, satisfactory, excellent, cutatenaiie) 


25X1A9a (») nares felt that 7 ratings in Section 3, 
m bection ©, and 5 in Section D would force the 
supervisor to give more thought to ratings rother 
then eutometically rating an individual °3 or 4 
gil down the line,” 


: (4) Section D ~ Description of Exployee 
{a) The 5 numerical ratings were described, The state- 
ment, "It is expected that most retings will be 2, 
3, or 4" yan deleted 


(5) Heading “Forsonal Characteristics" was changed to 
"Characteristics" 


(6) Characteristic "Discipline in Originating, Maintaining 
and Disposing of Records” was added at request of DD/P. 
Explanation of tema added to Instructions. 


(7) Section F. Cortification and Comments, chonged employee 
statenent "I certify that I have seen thin Fitness Report” to 


= 7- 
BaE-CoReE-T! 
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"I certify thet I heve seen Sections A, B, C, D 
and E of this Report" 


(These changes wore discussed end informally coordinated 
with vartous offictals.) 


Fitness Report, For 45 (€-58) ves available to supervisors in 
Nov 55. The now fitness reporting system wag fonually put into 
effect on 1 Janunry 1959. 


Careca Council Meeting 5 Feb 1959 


Be. 


De 


The matter of review of Fitness Reporta ‘by the Office of 
Trutning was discuased.- It was ogrecd that such review had 
been initiated os a teuporary study meesure and would be 


. terminated at this tine. 
A change wes made on Directions for Completing Forma 45, 


Fitness Report. Puragroph 2 was chanced to read, "The 
Fitness Report will be submitted in duplicate to the Head 
of the Carcar Service concerned. The Head of the Career 
Service wilh retain one copy and will forward the original 
to the Office of Personnel." 


» 8 te 
SoE=-CoR-E~T 
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